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Abstract
Construction project management predominantly focuses on meeting technical specifications, schedules and budgets, whereas
service quality is commonly neglected. Therefore, managing the process from the end-user’s perspective provides considerable
potential for improving project success. Customer experience management (CEM) guides service providers to make the service
as easy and valuable for the customer as possible. This paper explores the potential of CEM in an office fit-out project in Finland
and presents a process model to support future projects. The CEM process was collaboratively designed by a construction
management consultant and a Finnish governmental property owner. The work involved a series of workshops, interviews and a
pilot project. The results show that CEM requires multi-functional collaboration, new management practices and a cultural shift
in construction management. In future projects, the created process model may significantly ease the efforts required to plan end-
user experience management.
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1. Introduction
End-users are the (forgotten) ultimate customers of construction projects and indirect employers of companies
involved in any construction project. Oddly, they seldom occupy a large share of construction service producers’
thoughts until the very end of the project. End-users are more often seen as an unfortunate obstacle or an indifferent
stakeholder. In the hand-over phase, the end-user’s prominent role often leads to conflict, which is a sign of
mismanagement in earlier phases. This observation has inspired the process design project described in this paper.
Considerable service improvement opportunities are embedded in managing the process from the perspective of the
end-users.
© 2015 The Authors. Published by Elsevier B.V. This is an open access article under the CC BY-NC-ND license 
(http://creativecommons.org/licenses/by-nc-nd/4.0/).
Selection and/ peer-review under responsibility of Tampere University of Technology, Department of Civil Engineering
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In most current office fit-out projects, the end-users are changing their work space and adjusting their working
styles from traditional offices to multi-space offices. In addition, the Finnish governmental property owner currently
aims for substantial rental savings and improved working conditions. If not managed optimally, office fit-out
projects cause considerable uncertainty, change resistance and disturbance to routine work. End-users are not
construction professionals; thus, a smooth experience for them means considerable rethinking, guidance and
adaptation by the construction team. A more explicit description of the process of managing end-users’ experience
would enable project managers to better focus on the task.
The purpose of this paper is to explore the potential of CEM in office fit-out projects in Finland. In practice, this
is done by sharing insights into the end-users’ views of the case fit-out process and outlining a description of the
tasks that a project manager should consider to provide a great end-user experience.
1.1. Stakeholders in construction projects
The owner, designers and contractors are considered the main participants in all construction projects (Dorsey
1997). This proposition refers to a focus that we could call project-based; the focal participants are limited to those
that have an active role in the production process. This focus is very compatible with the traditional project success
criteria, such as budgets, schedules and technical specifications. However, technical and financial performance
measures are insufficient for understanding the success or failure of a project (Chan & Chan 2004).
A business-based focus considers all stakeholders who have an influence on the business case for the project and
acknowledges that project success bears different meanings for each stakeholder. In this case, the end-users are one
of the main participants. For example, in office fit-out projects the property owner’s ultimate goal is to achieve
happily paying tenants. Consequently, end-user satisfaction is a very important, yet widely neglected measure of
construction project success. Currently, non-financial factors, such as participant satisfaction, are growing in
importance. Through this process, truly customer-oriented development is possible. End-users, i.e. the project
owner’s customers, are in a key position.
1.2. Customer experience management (CEM)
CEM is the process of ‘strategically managing a customer’s entire experience with a product or a company’
(Schmitt 2003) or ‘managing customer interactions to build brand equity and improve long-term profitability’
(Thompson 2006). CEM is a wider and more challenging task than traditional customer relationship management
(CRM). Whereas CRM focuses on inventory of transactions and ironically not on customer relationships, CEM
forces companies to take their customer’s view and think proactively.
A great majority (80%) of businesses claim to offer excellent customer experience; however, only a minority of
their customers feel they are receiving it (Allen et al. 2005). This may be due to different interpretations of the
premises of customer experience. Most companies focus on products and services from their own, limited
perspective. Despite much marketing talk, supply chains lack the ability to be truly customer centric (Ross 2008), as
they are typically focused on efficiency and leanness. However, customers are becoming more demanding, meaning
that companies are simply forced to refocus their marketing and performance metrics (Ross 2008).
Lately, CEM has taken a prominent foothold internationally in several industries, where the quality of service is a
key differentiator for businesses. A wider view of customer involvement in the service process also increases value
for the service producer (Lengnick-Hall 1996). It opens opportunities for sustainable competitive advantage through
increased learning and differentiation. However, in Finland, CEM is only starting to spread, and in construction
direct applications, it is rare, if not unheard of.
Investment in customer experience yields good results, as it is generally seen as the key to growth and
profitability (Schmitt, 2003). Conversely, more intelligent services or products may be rendered useless when
accompanied by inferior customer experience (Allen et al. 2003). Common methods for developing CEM are, for
example, mapping the customers’ service path, collecting detailed feedback from customers and re-designing the
encounter touch-points.
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Experience refers to feelings that are created during exposure to the service company or its product. Therefore,
the quality of experience is not fully aligned with the technical or even operational quality of the product, as
demonstrated in Fig. 1. Details and emotionally based aspects should not be neglected, because a customer's overall
perception of an experience is often based on a series of small clues (Berry et al. 2006). Customers form perceptions
based on the technical performance of the product or service, the operational functionality of the product or service
delivery and the behaviour and appearance of service providers. Both rational and emotional perceptions of service
quality are influential (Berry et al. 2006). In fact, customers have rated the quality of their interaction with
companies as important as the quality of the product itself (Thompson 2006). The project staff need pedagogical and
behavioural skills, rather than formalised methods, to be able to handle communication and attitudinal issues during
the project’s design and delivery (Pemsel et al. 2010).
Fig. 1. The contradiction between the sources of customer experience and the focus of traditional construction projects.
The construction industry is an unusual context for CEM, which is traditionally focused on B2C and product
manufacturing sectors. However, there is no reason why the same principles would not work in construction projects
of, more specifically, office fit-out contexts. In fact, customer experience is relative to customer expectations
(Schmitt, 2003), which implies that the industries where expectations are relatively low, are in the best position for
efficient improvement. The service dimension has been described as the process quality of the project (Grönroos,
2001), which directs the construction industry to think of their work in terms of both producing a functional end-
product (building) and, while doing so, focusing more on the service process quality than before.
Pemsel et al. (2010) addressed the difficulty of managing end-user needs during construction project design and
delivery. In fact, there is a lack of methods covering the whole process of managing end-user requirement
throughout the construction process (Pemsel et al. 2009). This is inarguably even truer for the ‘next step’, i.e.
managing end-user experience. In fact, CEM is mostly a completely unknown or ignored task – or managed
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subconsciously based on personal attributes. New ways of working are needed to improve customer satisfaction and
business results. Fortunately, several aspects of the construction business make CEM easier than, for example, in
product manufacturing. At least in many construction projects, with reasonable effort, the end-users could be known
by face, and the length of the project provides several opportunities for encounters.
2. Research and development context
The case study was conducted in an office space fit-out project in which a governmental entity’s work premises
were modified from traditional office rooms to a combination of modern shared work spaces. The scope of the
project was 8800 m2 in 42 months (9/2011-2/2015, including planning and design). The project owner was a
professional, public, governmental property owner. The project was a part of a governmental work space reform in
Finland. The Finnish governmental property owner aimed to change the working habits of 50,000 people (more than
half of all government workers) and save a hundred million euros in rent annually through increased efficiency. The
other main participants of the case projects were the construction management consultant, the construction service
provider and the end-user organization. The author worked for the construction management consultant, acted as a
project manager of the development task from the assignment of the property owner and was involved in all
mentioned workshops, interviews and meetings.
The R&D project was carried out over six months (9/2014-2/2015) following the principles of service design as
guided in the Service Design Toolkit (Jyväskylä University of Applied Sciences). The process was roughly divided
into four stages:
1) Scoping the development challenge. This stage involved two three-hour workshops to discuss the focus of
the development task. The first workshop involved three people; one from the project owner’s staff (the
property owner’s investment director) and two construction management consultants. The second workshop
involved four people from the project owner’s staff (the investment director, two construction directors and a
facility manager) and two construction management consultants. Initially, the focus and aim of the
development task was to improve the hand-over process of the office facilities. However, the R&D group
taking part in the workshops soon discovered that the successes and failures in the hand-over phase are
strongly  intertwined with  activities  taking place  in  other  phases  of  the  project.  Therefore,  the  scope  of  the
task was widened to focus on overall customer experience management and to involve process design in all
phases of the office fit-out project, where the property owner interacted (or had a chance to interact) with
their customer, i.e. the end-user.
2) Learning the customer’s view. This stage involved a series of interviews with five key people in the end-
user organization who were involved in the fit-out project. The interviews focused on the interviewees’
experiences of working with their property owner. A customer path map was used as the main technique to
understand the experiences, which were mapped as negative and positive encounters throughout the project
timeline. This revealed insights into the aspects of the construction and take-over process that were most
notable and valuable to the customers. Another series of interviews with the property owner’s staff was
conducted to support and extend the customer’s path map. Altogether, seven people contributed to sharing
positive and negative customer feedback and/or CEM development ideas from their extensive experience of
previous projects.
3) Development of solutions. This stage involved two three-hour workshops with five to eight people from the
project owner’s and construction management consultant’s staff. The development group agreed on the
participants for the CEM process, the process steps and the required exemplary documents, such as the
communication plan and the take-over and move-in check list.
4) Testing of the service in practice. This stage involved implementing the CEM process in the described pilot
project. Several of the CEM steps were refined and exemplary documents created as a result of this testing
phase. One of the most notable process steps was the establishment of a fortnightly meeting practice for the
end-users, project owners, construction service providers and the construction management consultant to
collaboratively discuss and monitor the check list that involved shared tasks for all participants. This also
functioned as an on-the-go feedback practice providing a learning opportunity regarding the challenges and
opportunities for CEM.
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3. Lessons from the end-users
The main findings based on the five interviews with the end-users, four interviews with the project owner, four
workshops and, at the time of writing, five site meetings with end-users include the following.
• The end-users appreciated support with planning and scheduling their procurements. As many of them were
first-time office movers, they were uncertain of the whole process of procuring furniture and other
equipment as well as moving their staff. Several issues such as budgeting for new laptops or ordering items
with long lead times require experience.
• There was persistent resistance to change, especially changing from individual rooms to shared work
spaces. The client appreciated the facility service provider’s help with change management, i.e. their
tutorials for the client’s management on work practices in shared work spaces. The tutorials can be
arranged both before and after the hand-over.
• The end-users appreciated a sense of certainty. They liked to be informed of negative issues in advance
rather than suspect bad news (schedule delays, for example). The hand-over date needs to be confirmed at
least six months in advance.
• There is no need to share many technical details with the end-users. Good communication is deemed
concise, informative and, if possible, visual.
• Any interruptions to the end-users’ work flow after the take-over carry a very heavy negative loading.
• Problems after the take-over need to be heard and responded to immediately and personally. Despite the
property owner and the facility service provider failing to follow this practice, both acknowledged the need.
A new practice needs to be established to respond better to the end-user’s feedback.
• One of the end-users’ biggest concerns was the quality of indoor air in the new working premises. The end-
users need to be informed of the ‘tuning period’, i.e. how the HVAC systems in the new building are
adjusted to their final functionality through user feedback and weather changes. In fact, merely changing
the wording from ‘finished’ to ‘tuning period’ seems to spread understanding.
• The property owner employed two untraditional roles in this project: the workplace planning expert and the
hand-over manager. The former helped the end-users in the initial target setting and planning phase and
later prepared a change management programme for them. The latter helped the end-users to plan their
procurement and moving processes. These roles (people) received positive feedback from the end-users;
thus, their tasks need to be developed as an integral part of the project.
• A non-customary meeting practice was followed in the later stages of the pilot project. From around four
months before the hand-over, the representatives of end-users, property owner, construction management
consultant and site management gathered to discuss shared issues with, for example, procurement,
installations, moving schedules and communications. This practice, including the utilised status check-list,
received positive feedback from the end-users and gave them a sense of certainty. Ideally, this meeting
practice would start at least 6-10 months before hand-over.
• The end-users preferred to have one assigned contact person in the property owner’s staff throughout the
project. In the pilot project, this was planned to be the hand-over manager. However, as the project is a
complex endeavour, several other members of staff needed to be in contact with the end-users, as well. For
example, the construction manager (and the construction management consultant) handled the connection
with site management, which the facility manager prepared to take over after the project. Furthermore, the
property service provider prepared to respond to the end-user’s complaints after the take-over. Another
layer of collaboration took place between the communications departments of the property owner and the
end-users, both of which are publicly known entities in Finland.
• The social skills of people dealing with the end-users are of key importance. In the pilot project, this was
not a problem but, in some organizations, special tutoring may be necessary for successful customer
experience.
• In the pilot project, all participants seemed to understand the value of CEM, thus implementing the new
practices was relatively simple. This is largely due to the fact that the property owner and the construction
management consultant had both been focusing on CEM in their own organizations for some time before
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the project. However, in other organizations, where the concepts are new, implementation requires a
cultural shift from the traditional technically focused style.
4. End-user experience management process
As a result of the development project, a CEM process model was created for office fit-out projects (Fig. 2). This
process aims to map the side of the project owner participants in the process and describe their activities that involve
interaction with the end-users. Three assisting organizations are included in the process: the construction
management consultant works closely with the property owner’s construction manager with the same tasks,  the
property service provider works as the ‘handy man’ in the building and responds to end-users’ complaints, and the
construction service provider takes care of the construction site management.
Fig. 2. The proposed CEM process for office fit-out projects.
5. Conclusions
The main purpose of this paper is the CEM process model for use in office fit-out projects. This model, with
the integrated guidelines and model documents, is proposed to facilitate improved customer experience in the case
property owner’s future projects. The benefits for the property owner are easily monetised when the end-users are
smoothly settled in and paying rent. In the pilot project, the end-users were satisfied with the process and felt that
they had received sufficient support from the property owner. However, this customer was likely more involved in
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the project than average end-users. The real test for the CEM process will come with less experienced customers.
End-user experience is highly reliant on the emotional aspects of project delivery, i.e. the process quality.
Therefore, careful attention needs to be placed on implementing the CEM project in a thoughtful way. At the time of
writing, a wider implementation throughout the property owner’s project staff was not yet complete. Ideally, the
staff need to be supported by both the process model with integrated tools and tutorials for social competence. New,
reward-based, performance measurement criteria based on end-user satisfaction can lead to more effective
implementation.
As the pilot project shows, end-user experience management requires multi-functional collaboration, new
management practices, and a cultural shift in construction management. Different project roles, such as construction
management, site management, and property management, need to collaborate in a coordinated manner. A
collaborative meeting practice helps, but integration needs to be supported with yet unseen practices within the
property owner’s staff.
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